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Project Definition  (Same as information on the Project A3)
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Problem Statement: 
EPA uses a decentralized model or processing FOIA requests which relies on a variety of different 
processes across the agency.  Simultaneously, the number of FOIA requests that involve more than one 
office or region has increased significantly in the last several years; which creates significant burden 
upon agency staff, results in confusion, increases the risk of litigation, affects timeliness of initial 
interaction with and final response to requestors, and raises uncertainty regarding the application of 
FOIA across the agency.

Scope: 
The Agency’s FOIA response process from initial receipt to final closure of request. This includes review of 
materials/documents collected, requests for support, and product requirements, E-discovery search and collection 
services, 
Out of Scope:
but excludes litigation and issues involving Agency records management. Appeals to be handled in a later event. 

Goal(s): (of the project)
Meet statutory deadlines for responding to FOIA requests on 100% of such requests received by FY22 and 
maintain no more than 900 pending requests at any one time.
FY19 Target:  simple requests – 90% on-time; complex requests – 50% on-time; complex requests w/ agreed 
upon date – 75% on-time
FY22 Target: simple requests – 100% on-time; complex requests – 75% 100% on-time; complex requests w/ 
agreed upon date – 100% on-time
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Key Findings
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◦ Under normal circumstances, EPA has 
ability to process FOIA requests on 
pace with annual load

◦ Special circumstances and spikes cause 
backlogs that build over time

◦ High degree of inconsistency in 
processing

◦ Opportunities for improvement at the 
front of the process (submission form, 
intake, triage)

◦ Opportunities for improvement in 
streamlining reviews

◦ Lack of resources is a concern
◦ Disconnected, not user friendly 

information systems are a problem
◦ Increasing the capability of the people 

will make a big difference
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Daily Activities
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Current State Process
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• Decentralized
• Inconsistent (23 variations)
• Hard to measure
• Pull – Push System
• Wait

• Caused by Expedites
• eDiscovery
• Clarifications
• Inter-Agency Reviews
• Awareness Notification

• WIP
• 4-20 per person

• Rework
• 5 – 10% Estimate

• R8 and OAR have
implemented One Piece Flow
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Analysis
• A strategic end to end analysis to discover the full 

spectrum of problems and solutions
• A top down and bottom up System analysis and 

design approach was used
• We Developed:

• 4 Performance Goals
• 68 Critical to Success Factors
• >75 Issues
• >35 Ideas
• 13 Problem Statements
• 16 Solutions/Recommendations
• 8 Quick Wins
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Analysis (cont.)

◦ Analysis shows a high number, but 
balanced portfolio of issues and concerns
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Big Ideas
 Make all non legal emails public by default
 Improve and centralize input, intake, and triage to assign properly and 

enable rapid review – standardize across EPA

 Implement an automated analysis of key attributes in requests
 Allow rapid response to certain types: My Property, Previous Request, Improper 

Request, Publicly Available

 Re-engineer the way reviews are conducted and provide authority needed 
to assign and get the job done quickly – standardize across EPA

 Create a FOIA Community of Practice to drive continuous improvement of 
personnel and processes
 Process review and management
 Share best practices
 Train on new systems functionality
 Celebrate victories

 Implement a robust cross system records management and search 
capability to drastically reduce the time spent searching for 
information/documents and reduce risk of litigation
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Ideal FOIA Construct
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Why These Solutions

U.S. ENVIRONMENTAL PROTECTION AGENCY | OFFICE OF CONTINUOUS IMPROVEMENT12
EPA-HQ-2019-007635



EPA-HQ-2019-007635



EPA-HQ-2019-007635



Process Teams
VICTORIA CLARKE & GRETCHEN BUSTERUD
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Future State Process Map
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• Automated Front End
• Centralized Intake
• Streamlined Reviews
• Interim Deadlines

• Rapid Response to Many Requests
• Significantly reduced workload
• Improve ability to meet deadlines
• Reduction of queues / WIP
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Process Changes – Intake & Triage
• Improve Intake Form

• Drop downs
• Key words

• Implement Automated Analysis and Response
• My Property
• Publicly Available
• Previously Requested

• Centralize Intake responsibility and leverage new 
authority

• Identify FOIA Task Force Members
• Embed and support crisis response

• Receive Daily Press Briefings
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Future State Intake & Triage Map
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Intake & Triage Details
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Process Changes – Collection & 
Review
• Streamline Reviews

• Establish Case Worker Model
• Linkage between Exterro and FOIAonline and Relativity
• Reorganize technology/FOIA group as a centralized unit
• All large document production goes through 

Relativity/FOIAonline
• Streamline Inter-Agency Reviews

• Establish a singular inter-agency review process
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Collection & Review Details
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Authority Team
WENDY SCHUMACHER
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Authority Changes
 Update FOIA Regulations

 Add FOIA to PARS

 Update FOIA Policy; Guidance and SOPs reflecting
increase in authority and clarifying roles.

 Update 1-30 to delegate signature authority

 Roll out standard naming convention for records and
correspondence

 Enable Culture Change
 Identify and fund training and professional enrichment

opportunities for FOIA professionals
 Reclassify all FOIA professionals to 0306 series
 Awards for FOIA work
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Authority Solutions
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Technology Team
TIM CRAWFORD
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Technology Summary
 Implement Automated Analysis

 Improve Records Management

 Improve Searchability
 New Online Request Form

 Improve FOIAonline Functionality/Interoperability

 Implement FOIAonline Tweaks
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Technology Solutions
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Improvement Actions: 
Next Steps

30

# Assigned
Date Action to be Taken Action Owner Due 

Date Percent Complete Completed Date

1 Leadership Approval for Initiatives
25 50 75 100

2 Conduct Intake and Triage Event
25 50 75 100

3 Conduct Collection and Review Event
25 50 75 100

Complete Awareness Notification Improvement
25 50 75 100

4 Enhance FOIA Community of Practice
25 50 75 100

5
Assess Automation Technologies and Approaches 
to Implementation

25 50 75 100

6 Obtain Automation Resources and Implement
25 50 75 100

7
Implement, Train, Validate Improvements from 
Events

25 50 75 100

8 Implement Measurement and Visual Management
25 50 75 100

9
Conduct a data analysis and FOIA analytics 
improvement initiative

25 50 75 100

10
Revise policies and procedures to reflect appropriate 
FOIA authority 

25 50 75 100
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Performance Board
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Questions and 
Discussion
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Thank You!
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From: Epp, Timothy
To: Leadership Assistant Administrators; Leadership Associate Administrators; Leadership Deputy Assistant Administrators; Leadership Deputy Associate Administrators;

Leadership Deputy Regional Administrators; Leadership Regional Administrators; Regional Counsel Contacts; Regional FOIA Officers; Deputy Regional Counsels; FOIA Coordinators; FOIA Officers
Cc: Brazauskas, Joseph; Grantham, Nancy; Richardson, RobinH; White, Elizabeth; Packard, Elise; Cozad, David; Gottesman, Larry; Leopold, Matt (OGC); Siciliano, CarolAnn; OGC NFO; Hoverman, Taylor
Subject: July 2019 EPA FOIA Backlog Report
Date: Wednesday, July 3, 2019 10:27:41 AM
Attachments: pastedImage.png

pastedImage.png

 Colleagues,

The charts below show the FOIA backlog in the headquarters program offices and the regions at the end of June, May, April, and March. 

The Agency’s overall FOIA backlog again declined in June continuing a five month trend.  The Office of the Administrator led the Agency's backlog reduction
by a decline of 45 in June.  Congratulations to Region 1 for an end of month backlog of 0.  Region 8 is the only office that had no backlog at the end of May.

The Backlog in a few offices increased in May.  Overall, the Agency remains behind on its goal of reducing the FOIA backlog this fiscal year and, therefore,
we need continued effort by all. A few offices were affected by a delay in processing tasks in another office -- we are working with the FOIA Officers and
Coordinators to reduce those situations.

The backlog in the Administrator’s Office was 1,259 at the end of June,  which is down from 1,304 at the end of May, (and 1,354 at the end of April, and
1,405 at the end of March and 1,455).  The Agency’s backlog was 2,348 at the end of June 2019, the second consecutive month that the Agency's backlog was
lower than it was at the beginning of the fiscal year.
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For this report, backlog is defined as FOIA requests pending for more than 20 days as of the end of the month and for which an extension was not

documented in the FOIAonline tracking system. In his November 12, 2018 FOIA Memorandum, Administrator Wheeler directed the National FOIA Office to
circulate monthly a report of the FOIA request backlog at EPA.

 
The February data in this report was produced from FOIAonline on March 1, 2019; the March data on April 1, 2019; the April data on May 1, 2019, and the

May data on Monday, June 3, 2019.  If you would like to discuss this data, what additional data you would like to see reported, or to discuss ideas on how we can
more rapidly reduce the Agency’s FOIA backlog and more effectively meet the Agency’s FOIA responsibility, please contact me at epp.timothy@epa gov or at (202)
564-2830. 
 
Tim
 
Timothy R. Epp | National FOIA Office 
U.S. Environmental Protection Agency | Office of General Counsel 
1200 Pennsylvania Avenue, N.W. (MC 2310A) 
Washington, D.C. 20460 | WJCN 7309B 
Phone (202) 564-2830| epp.timothy@epa.gov
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